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MEMORANDIM FOR: GF Career Service Board 


SUBJECT s Performance Evaluation i 


i, On 23 May the Career Service Board made the fins] of a 
series of decisions concerning the abolition of the PER and the 
atilisation of a new Fitness Report. Each successive decision, 
in my opinion, has made it less Likely that CIA will have:a usee 
ful and acceptable evalustion system, Tae final reault can have 
such serious impact on employae morale that I would be remiss in 
my professional obligation if I did not write the fellowins para- 
axaphe in an attempt to clarify the oroblems and implications 
involved. 


2, Along with sex, politics and religion, ewluation pro 
cedures should be added as a topic about which 1¢ 1s impodsible 
to have a rtdonel diseussim. ‘This emtreveredel nature: of 
evaluation procedures and how they are to be used makes 4¢ im- 
perative that great care be taken to insure their general accepta> 
vility prior to miking a widespread or radical change in a system. 
The first task force appointed by the Boa:d developed 4 report to 
de applied only to employees during their provisional period and 
for the sole purpose of aiding in determiiation of their suitability 
for retention and CIA Career Service. Th: repurt would (%} not be 
shown the individuels (2) be used centrally by a few high-level 
individuals having access to technical advice ard studies; (3) not 
necessarily be scored but could be if the Board so desired. The 
problem of seceptability of the report did not Loom large Bince it 
would be used for relatively few people and its use carefnily con= 
trolled. The system would have had » reasonable chanee of success. 


3%, Subsequent task forces were viva: narrower directives on 
problems with mich broader implications. Qn 13 May, decision by the 
Board results in a report which will be (=) used for a mitiplicity 
of purposes; (2) applied repentedly to every individual in’ the 
Agencys (3) used by local as well as Headjunrters personne’. officers; 
and as shown to the employee at the option of the individual 
supervisor. Comparisam of the tro sets o: tonditions makeh 


Office of Personnel 
Forms Management Program 


Rel 2000/08/1 ne fe ROP S2-00357R00 v/ 3 
Approved For Release A000 F458 FILE COPY 


Approved For Release 2000/08/16 : CIA-RDP82-00357R000700020033-1 


Bk 
et 


apparent the fact that a report for 4 
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(3) The degree of understanding that canibe given 
the users «t the tire 2 new procedure is intro- 
dniged. 


6 An analysis of the proposed Fitness Report revéals its 
unsuitability fer periodic eveluation of job performance and for 
serving »s the basis for discussion between supervisor and employee. 
2% does not contain a great number of questions that aré specific 
to job performance snd it does contain 2 great desl of dnformetion 
econceming personal characteristics of the individual which, while 
not relevant to evalustion of job performance, are relevant to a 
decision on retention with the Agency or admission to Career Service. 


To A report designed for periodic evaluation of Jab performance 
should hove the following characteristice: 
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It shoald deal with on~thee job behavior airing a 
specified period of tine and be adapted td a wide 
varlety of jobs. 


It should be designed so as to serve as 2 res] 
basis for discussion between supervisor arid his 
subordinate of behavior pertinent te job sarfermance. 


The individual should be informed at tha Geginning 

of the rating period mm what type of job Bars Orasiee 
he is golng to be rated, 

The form should previde the possibility fdr inclu- 
sion of specific behavior instences conersene special 
commendation or criticism. 

it should include facteal records on attendance, punce 
tuality, or provide for the vossibility ” relating 
these records to the form. 

It should be shown to the enmloyee in its entirety. 
It should contain recommendations for training. 

it. need not lend itself to scoring, and 

it should contain a statement of the job performance 


factors which are to be stressed during the next 
rating period. 
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‘fwo specific questions raised during the 13 May meeting of the 
Board ceserve aomewhat fuller anwaers than time permitted sf ving: 
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The first question soncerned the possibility of scoring 
the Fitness Report. As noted at the time, seid report 
fends itself to quantitative scoring on the taesis of 
appropriate stacies. It chanld be added they develope 
ment of a truly meaningful score requires extensive 
stidies, Practicelly, it 1s possible te devglop scores 
which would have reugh sc.tcening uses. Even /for a very 
minim use, such scores can not, however, bé developed 
mtii rating forms of a slueble sampling of émployecs 
have been received. 


(1) Uee of a quanidtatdve ocwrs colses questions 
of where thot score is to be placed and whe 
has access ta it, There is the possibility 
of so using sich a score as to start an ande 
less controversy, ‘ine difference between the 
interpretation of 3 pargan's relative dtane 
ding in a select grovp (as expressed by scores) 
and his stending la relation to some kind of 
absolute standard (2s expressed by an wnacored 
report) has never, te my knowledge, beén succoase 
®ully axpleined to any isrge group of people 
rated, militery or civilian. No one rbacte 
favorably to the idea he ie generally tompetent 
bat. still is in the bottom ten percent of the 
employee groupe Using scores required utilize 
ation of tectmicrily trained personne and 
extreme care in gusucding thelr cireuldtion ond 
UBC. 


The second question consemed the possibility of the 
usual Fersonnel and Placerent Officers usidg the Fite 
ness Hepert in relation to assignment, reagsignment, 
and other personnel decisions. ‘This was replied to 

in a somewhat negative manner by saying thkt this re= 
port could be vsed for such purposes insofhr as the 
decisions involved relative evalnuatio of the indivi- 
dual. It needs to be stressed, however, that decisions 
soch as assignment and reczesignnent will ire addi- 
timal specifics information that is not cdutained a 
this form snd that no single form will be jall that is 
needed for the many persennel decisions tiat are nece 
essary, Reliance on a single form for al] kinds of 
personnel decisions cannot be expected to result in a 
uniform excellence in 211 types of decisi¢a. 
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9, It is recommended: 


a. Regardless of which of the courses of action Usted 
below is adopted, the entire problem of evalustgéon for 
CIA multiple purposes be assigned to technical apecial~ 
ists for study under the supervision of a specially 
appointed task force, ‘The studies should be given 
ample time, tentative deadline for completion established 
as at least a year after initiation and the studies should 
includs consideration of policies and ways of insuring 
acceptability. 


bo Both the PER and Fitness Report be used. 


(1) The Fitness Report be used during the ete 
ployee's provisional period. 


(2) The PER be used thereafter, 
c, If there can be but one evaiuation report in use, 
(1) The PER, with modificasions to incorporate 
ag many 8 possible of the principles in 
Paragraph 7, be used for the present. 


d. if the 13 May decision of the Board to utilias 
the present Fitness Report stands, 


(1) Section IV be eliminated as wholly inappro= 
priate to the purpose ef periodic evaluation, 


(2) The report be tried mut on a small seale in 
selected offices in order that the Board may 
have a fuller kmowledge of what the anppct on 
employee moraie will bi. 


10, It is respectfully requested that this memorandum be made 
part of the official minutes of the CIA Carcer Service Beaird. 
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